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MEMORANDUM FOR: Deputy Director of Central Intelligance
PROM : Deputy Director for Administration

SUSJECT : Establishment of Agency-wlie ADP Profes-
sional Standards

REFLRENCES : a. Memo to EAG Members fm DDCI dtd 26 Jul 73,
subject: Management of Automatic Data
Processing Resources (ER 78-3760)
b. DDA memo to multiple adses 4td 28 Aug 78,
same subject (DDA 78-2966)

1. Action Reguested: This memorandum transmits, for
your information and approval, the findings and recommanda-
tions of an intaerdirectorate task force on Agency-wide ADP
Professional Standards.

2. Background:

a. Reference a., in its attachment, assigned
responsibility to the Deputy Director for Aidministration to
formally study the following issue:

"eaatablish an. . .common, Agency~-wide ADP
professional standards (feasibility studies,
requiraments definition, specification stand-
ards, and programming standards to name a few).”

A report on the findings of this study were to be submitted
to you by 15 December 1978. This deadline was subsequently
extended to 15 FPebruarxy 1379.

b. In Reference b., Mr. Blake asked the Director
of Data Processing to assume overall responsibility for the
gtudy and appoint a chairman for the task sree. He also
asked the several addressees of that memorandum to nominate
rapresentatives to the task force.

et ARGIFIED,
Approved For Release 2002[0_6[1.8_V.L,Q,IA.‘QRDP84-00'§§3R0D0A200“1.L5‘0017-8 Sent
kel when SCptem- At

DOTIEN Sv{&j_,-:ﬂ P




G o RS

Approved For Release 2002/06/18 : CIA-RDP84-00933R000200150017-8

¢. The task force was formed under the chairman-
ship of Daputy Director for Applications,
ODP. The attached report documents their study and makas
three recommendations for vour approwval.

STATINTL

3. Staff Position: The Director of iyata Processing
and I believe that this report raepresents o sensible and
significant firat step in establishing Agancy-wide ADP Pro-
feasional Standards. This bellief is shared by the menbers
of the task force, who represent the major Agency components
with an interest in this study, and who have concurred in
this report on behalf of their components. The implemanta-
tion of the mtudy's recommendations can be accomplished with
no direct impact on resources. The Director of Data Process-
ing is prepared to submit to me an annual report of progress
and acoomplishments in implementing the recommendations.

4. Recommendation: 1 recommend that you accept this
report and approva its recomsendations by signing this trans-
nittal memcrandum.
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Attachments: a/s
APPROVED:
Js Ve / ‘ 7 ,
Z- L Lt T ._ e gacts L LGP
Deputy Director for Central Intelliyence Date
DISAPPROVED:
Deputy Director for Central Intelllgence T Tata
Distribution:

Original & 1 - Addressee
1 -~ DCI Exec. Registry
2 - DDA
Z - o/p/opr
1 - DD/A/ODP
2 - ODP Registry

0/D/0ODP/CDMay, Jr.:caj/lé February 1979
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(U) This paper is the third in a series of responses to four

ADP issues identified by the DDCI in his memorandum to EAG

members dated 16 December 1976 that should be addressed by

the EAG. The DDCI'sg goal in identifying the issues was to
"take positive steps durlng the coming year to improve central"
management of our total ADP program." The first two issues
were discussed by the EAG on 31 March and 5 April 1977.. Agree-=
ment was reached on actions to improve senior management con-
trol of the month-to-month use of central services and to im-
pProve top management's ability to plan future ADP resource
requirements. This paper discusses Issue 3 -~ that relating
to the issue of centralization vs, decentralization of ADP in ,
the Agency. The Issue is stated as follows in the DDCI memo:

"What balance should we be striving to achieve

between centralized and decentralized computer

facilities? I understand that there are many

complex balances involved, 1nclud1ng dedicated

VS. massive machines, dlstrlbuted vs. central

processing, and decentralized vs. centralized ,

systems development." :
(U) This paper approaches this issue by studying three aspects
of the centralization/decentralization issue: facilities,

professional personnel, and management. It takes stock of

the current situation and how we got here, examines the factors

“ bearing on the issue, then reaches some conclusions and pro-

vides recommendations for the EAG. The conclusions and recom-

mendations of this paper are summarized in the following

paragraphs.

UNCLASS 0 .
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(v) ARProved For Release 2002/06/18 : CIARDPE4-00933RI00200150017 81 ¢ ra1 -
ized ADP facilities which has evolved wiih little central
direction or overall plan.‘ Technology his made the mini-
computer an increasingly attractive alternative to the cen-
_ tral system and there are pressures to enploy more minicomputers
in the Agency. Many applications can be better satisfied on

a minicomputer system, but case-by-case studies are needed to
make this determination. It is likely that decentralized
minicomputers will grow in the Agency at a much faster rate
than in the past. Large central general purpose computer
facilities will continue to be required for the foreseecable
future. No specific mix of centralized/decentralized ADP
facilities can or should be established by the Agency, but
better central planning is needed. Agenty policies should not
.inhibit the growth of minicomputers when they offer a better
alternative to the central system,

(U) As more computer facilities are decentralized in the
Agency, it is important that more atténtion be given to main-
taining professional standards for ADP p:rsonnel who will
design and implement both the centralized and decentralized
facilities and applications. This is essential if we are to
maintain high quality ADP service in the Ageﬁcy. A étudy should
be conducted on the desirability of an Agency-wide ADP profes-
sional careexr service. Also, a central source of professional
ADP advice and assistance should be available to usexr compo-

nents that are considering acquiring ADF systems, especially

2
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their own ADP support groups, if they prefer.

(U) Currently, the Agency does not have any central policy,

planning, or management relating to the acquisition of dedi-

_qafed‘minicomputer facilities. At the same time, the Agency

is under increasing external pressure to speak with one vbice

on ADP matters to external organizations who are dealing with

ADP policy, resource, and management issues., It is essential
that the Agency proviae a high level central mechanism for
policy formulation, planning, and resource control of ADP,
and for representing the Agency's interests to these external
organizations. This is particularly important if we move
toward an increasingly decentralized environment.
(U) In summary, the recommendations are‘that:
a. - Minicomputers should continue to be enploye
by the Agency where they offer a cost/ :
effective alternative to the central system.
b. Responsibility should be assigned for pro-
viding Agency-wide technical support to

offices considering ADP systems, especially
‘minicomputers. -

c. Responsibility should be assigned for pro-
viding Agency-wide long and short term ADP
planning.

d. Responsibility should be assigned for formu-

lating ADP policy for the Agency and for
representing the Agency's ADP interests to
external organizations.

e.  Responsibility should be assigned for con-
ducting a feasibility study of an Agency-
wide ADP professional career service.

f.  Resources should be provided to fulfill the
-above responsibilities as assigned.

3.
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DDA 78-2966/2

28 August 1978

MEMORANDUM FOR: Deputy Director of Central Intelligencei
Daputy Director for Naticnal Foreign Assessment/
Deputy Director for Science and Technology
fcting Deputy Directowr for Cperations /
Acting Directeor of Communications
Chief, Information Systems Analysis Staff, .|

FROM: John F. Blake
Deputy Director for Administratinn

SUBJECT: - Fstablishment of Agency-Wide ADP Prnfessiona1
_ St&ﬂdlrda _
REFERENCE:  Memo dtd 26 Jul 78 to EAG Vémbers fr DDCI, subj:

Management of Automatic Data Processing Rasaurces

1. Reference memovandum, in its attachment, &Sb}gﬁs a respansxbility,
amongst others, to the Deputy Dsrectcr for Admtntstrafion to formai}y study
the following 1ssue' .

“establish an., . . common, Agnncv-w1de ADP professional
standards (feasibility studies, requivements definition,
specification standards, and programming standarés to
hama a fuw) " h v

A report on the fiﬁdxngs of this study is to bn submztted tu DOCI &y
15 Dacember 1978.

" 2. 1 am ask ing the erector of Bata Proc9551na to assume everaii
rasponsibility Tor this study and he will appoint both & chaiman for the
study group as well as reprosentation from Q0P to be wewbers of the group.
I now ask. that addressees {DGCI for the 0/0CI) nominate to the L???ctor of
Data Processing a member to ths study group to represant. theiv interests.
It 15 suggested that the RUSAT way wish to nominate two members, one
specifically to represent NPIC and tha other to raprosnnt thn ba}ance of
that Divectorate. i : o : -

3. Because of the somewhat qerera1 nature of thb tasking, the first
endeavors of the sfudy aroup wiil be davoted to problem defipitica and
then the esfabilsh;ant of th@ scepe of *he study.

wtmmaat ML
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4. The same reference memorandum also requested this Direcforate
to undertake a study con the matter of creating an Agency-wide ADP career

service. That responsibility has been assigned to the Office of Personnel. :

I have asked the Directors of.Personnel and Datfa Processing to assure the
maintenance of cleose liaison because of the 1nterre1at1nnshfps that exist
between the two study topics.

5. Addressees are asked to submxt thexr nomrnattons directly to
Mr. Danny May, Oirector of Data Processing, by 4 Septewber. The group
will be convened upon the call of the chairman.

_ 7 dohn F, Blake
Att: T _‘-'- f’7:‘~’ff
Ref wmemo R o
cc:  D/ODP B T R -
Acting D/Pers T el
_ S STATINTL
g .
2
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HEXORANDUI FOR: Executive Advisory Group Henbers . . m
FROM ) z' Deputy Director of Central Intelligence . .
SUBIECT .. : - Management of Autcmatic Data Processing Eteso_u:cas ’
Tee ity (5/100) The purpose.of this memorandum is to set forth Agen
.- Policy with respect to continuing Executive Advisory Group (EAG) involve=—

ment in the management of Agency Aubcmatic Data
In the formulation and prioritizetion of the age

Processing (ADP} resources!
ney's boedget, ARP resource:

requiresents should be evaluated within the context of cersonent and direcd

torate responsibilities and should compste with
resources (l.e., positions, contractor suzport,
review and mznagement of ADP will therefore be ¢

considerationz—utilization of the central ADp £

other avaiilable coosonent
and the like). 'Yhe EM's |
oncentrated on hgency-leve!
acility and the relationshi

of ODP costs,to spacific user office missions which directly benefit from

thzse expenditures, long-range planning, and issues relating to the questic

of. centralized/decentralized application of ADP

2. (A/IUQ) The EAG will, in conjumction wi

Agency's Program Plan each year, specifically focus attenticn on the
preposed functional uses of ADP and on proposed major ADP investments.

Included will be reviews of:

a. Component ADP activities which in

exceed $250 thousand of component-budgeted resources;
b. WNew AP initiatives identified in program plansy .

c. Expansion of QDP computing or service capacityr

4. 7The lmpact of the 2B8 ranking proc
ADP resources. o _

3. '(A/ISO) The EAG will, during the first quarter of each fisc 1
n of the central system -
(i{.e., COP} and ak its discreticn, other lerge ADP activities.

year, review the planned currént-year utilizatio

a. The annual review of OOP will cons
projects—normally cefined as individual us

estimated Lo consume $250 thousand of GOLOZ resources in thak 3
fiscal year. Users and COP will jointly present each project
- n accordance with criteria establisned by the 8aG. ‘'Ithis 3

" Approved For Release 2002/06/18 : CIA-RDP84-00933R30020(150017-8" "
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revicw \ﬂ.ll r:e..-.ult in an ExG-approved plan for the con~
sumption of ODP resources for the fiscal year that is
seni;itive both to user needs and to the level of rescurces
that can be comritted teo the central ADP facility. ‘

b. Concurrent with {z) a2bove, the EAG will review,
with CDP essistance, current-year component brplementation
plans for new ADP initiatives ard expanded decentralized
ADP capacity, the pla*mina for which was reviewed some 15
months prior {i.e. the progrem plan). This review will
primarily be directed tewards changes in remu‘eirm&,@ and

auraz.}.c.}:«m temnc}.og u:al alternatives.-

. C. The ccx:::ama.,mn of {a) and (b} ahove are intendad
to insure that Agency-ADP rescurces are belng applied to
those Inpor tart problens where a high, economically accep—-

table payoff can be demonstrated or projected.

4,
by CoP ¢hat were not included in the
3 that are initially estimated to cost a total of $250 thousand or more
during the first three fiscal years, will require EaG approval pricr to
initiation. ,
$250 thousand of OD? resources (end, therefore, not reviewed in the £all) i
will recquire EAG approval if updated estimetes indicabe that QD2 costs wil

exceed the review threshiold. In sach of the zbove cases, uc,er oifices, it

ceordinstion with ODP, will submit required data to the Coptroller, who

will arrange for RAG review.
contzined in annual 80P guidance memorarda.

(A/IUO} Each year lelG’wl..:, the EAG'Ss review of current-year ADP;I
Attached isi

progtams, an appropriate guidance memorandum will be issued.
such guidance for Fiscal Year 1978. .

6. {A/IUD) The policies estzblished herein are interdded to ensure

that senior fgency m‘xagemsnt remalns pcoxt;vely involved in ADP matters,*
both zs a sound management practice and to assure external reviewers thal
our utiliziion of recuesced ALP rescurcas is necebssary, bensficial, and

f:.rrzlv under control.

73/ ¥y
Tenk Cu Carlnees
Frank C. Carlucct

(A/I00) Any (1) component ADP initiatives or (2) projects support ‘
fall review described in paragraph

&

Likewise, ongoing projects not initially estimated to consuwe

User offices will be gu:uiad by the in q.rucL 3
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Attachzent to BAG Memorandum Concerning the hanagerent of Automatic
Data Processing Resourcos

Subject: FY 1978 Review of Major ADp Projects and Issues

3. "(ix/-IUO} The purpsse of thig suidance is to record decisions mada
by the EAG in its review of major AD? projects suoported by the Offica of
- Data Processing (Cop) in Fy 1978 and to address other related ADR managenent:
issues. - < : - :

N B - @ e
. \ -

2. (A/IUD) anl projects reviewsd are approved and OoP will sussork
them in FY 1978 to the extent indicated durinrg the individual project
reviews. ODP will menitor the costs incurred within 002 for each proicck
and will concurrently notify the user offica and the Compltroller when

incurred costs reach 75 rercent of the approval level. User offices will
be responsible for validating their project requirements for the remainder
Qf the fiscal Year. If increased requirements result in oD casts projected
to exceed the approval level by rore than 10 percent, user offices in coor—
diraticn with ODP will provide to the Comptroller, within ten vorking Qays
Shgne ODP notification, justification for centinued Liscal year OD? support.
The justification will include: S

—an explanaticﬁ of the need for increessed Cpp s&zvic:es:

—& new projection of the cost of Oop services required
for the remainder of the fiscal) year; and .

—-& statement addressing the availability of om>
resources to provide the increasea services and the impact
on the user organization if the increase is not approved.

-
.

he Comptroller will arrange for EAG review of tha increased funding request,

3. (8/100) ©DP will concurrently inform the Comptroller and user
Ifices in all instances where ongoing CoP-supcorted FY 1973 rroiects,
ot previously reviewsd by the EAG, are estinmated to grow to $250 thousard

¢ more. The user off ice, in ccordinmation with O0P, will vrovide to the

erptroller, within ten working days of notifieation,

ctipleted Project
“Cision Form. The Comptroller will arrange for EAG review of the project.

4. {A/I00} Rew FY 1976 AOp projects estimated to consure $250 thousand
T more of GOP resources through FY 1950 will require EAG approval orior to
Hriation.  fhe user office, in coordination with COP, will submit a cosn-
‘% Project Decision Form to the Cerobroller, who will arrange for EaG
*vigw of the ject £osal . : 17-8
) prOJAgpg‘roz\)li%F%ral%elease 2002/06/18 : CIA-RDP84-00933R0002001500
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5. {(8/I00)
-ore raissd. Cna such issue concerns
xents that have resulted in increas J.ml.y decentralized ADP agplications in
the dgency. Tnis has resulted in increasing nurters of personnel performing

P responsibilities (acmlic:c.tm*s design and development primarily) cutside
of the COP sub-caveer service. Every available indication suggests thab
this trend will conkinue. An Agsneoy-wide study has quc«stxon«*d vhether,
glven tonis trend, we should esteblish an Acency-wide ADP caresgr service,
andl comon, Agency-wide ADP grofessional stendards (feasibility studies,
recquirements definiticn, specification standards, and programming standards -~
to name a few). RAdvantages suggested are uniformity, carecr mehility
throechout the Agency, and comparable edvancenent ogwrtun‘"les for all .
RDP profesmsionals. Becsuse of the brosd impzct of this issue, X an asking
- that the Depuby E}=re<:e.czr for rdministration formally study these issuasg

and sulmit a report of bis findings tg_:agb;,zjir,_aqg er 1973. T would
1i kx. the z:etzox:t to include a full discussion ofs. .-

During this ELG revinw precess, several managewent issues

ey

. —the p"os ::md cons of each specific 1.340&}’ )
- —atternative solntions and the wmamer in which each
would ha;: ,\ixr@leﬂyeni:ed and naintainad, if approved;

—the definition of an “ADP professional”™ and the
- approximate numter of Agency personnel that would, if
spproved, be included in an expanded ADP career service;

e " ethe irpact on Agency cemoenents with "resident® ’
‘ #DP profess ionals and ongoing ACP ;;rograms; and

*

mcmxclz.s_wns reached arsi recoNm enaatmns ofﬁereﬂ.

G. (@/xm) Rnather ‘issue raised during this review process wak the
need for a formal, long-range Rgency AUP plen. There is some sentiment for
this within the Intelligzsnce Cc».wunn.y but sa@czﬁm requirements for such
a plan have not as vet crystalized. Wwe will give more attention to this
issue as future necds dictate
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